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I. 3UMfaRY 

1. Personnel mana-seeient and career development in CIA are 

a function of con-iand. Heads of offices and Career Services have 
primary responsibility for and authority over the people working 
for them. The Office of Personnel ie essentially a staff and 
support element. It assists the directorates and independent 
offices in personnel management, and provides a wide range of 
important employee services, but makes relatively few decisions 
on hiring, assigning, promoting, transferring, evaluating, diS- 
ciplinlng and terminating approximate staff, contract 25X9A2 
and proprietary people for whom CIA has ecsae direct or indirect 
responsibility. This is not said to downgrade the Office in any 
way. It is, rather, to emphasise that although his statement 
of functions makes the Idreotor of Personnel "responsible for 
the development and administration of an Agency wide personnel 
program,” most of the real responsibility and authority lie with 
the directorates and hence of independent office* . As indicated 
below, we believe the authority of the Director of Personnel 
should be strengthened to be more consistent with his respon- 
sibilities. 

2. This is a survey of the Office of Personnel, not of the 
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personnel mnagement policies and practices of the heads of offices 
and Career Services. H siever, in the course of the survey, souse 
major personnel matters of common concern came to our attention, 

T? 

and we believe it important to a eminent on them. We have tried to 
answer three basic questions: * 

a. How well does the Office of Personnel do its job? 

b. Are there changes indicated which would make it more- 
effective 

c. What are CIA's major personnel problems, and who ia 
doing what about them! 

3. Our findings are st&ssarlzed below. Detailed comments 
and recommendations are contained in the report which follows : 

How well does the Office of Personnel do its job ? 

We believe the Office does an excellent job of recruit irg 
junior professionals and in procuring military personnel; of 
providing support to heads of offices end Career 3ervices in 
their personnel programs; in the orientation and processing 
of new personnel; in handling difficult termination cases; 
and in providing employee services . 

The Office does leas well in "reviewing and evaluating 
v the personnel mana e-rent, practices in the Agency”; in 

initiating action to correct inadequacies. 

- 2 - 
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The Office recognises the need to improve several kinds 

of personnel end manpower control records, and has recently 

set up a tank force to work on these problems . 

Are there c hanges Indicated which would make the Office 
more effective? ‘ 

We believe there are a few such changes. 

We recommend that the Salary and Wage Division, which 
examines several aspects of personnel Management of other 
offices (position classification, staffing patterns , and 
wage structure) be strengthened by the assignment of more 
broadly qualified people, renamed the Personnel Management 
Division and given a broader charter. The new charter 
should include authority to look into workload, use of 
people, job qualifications, attrition, promotion policies, 
adequacy of supervision, identification and handling of 
problem cases (including marginal performers), as well as 
those matters now covered, and to make recommendations for 
changes where indicated. This should be done in close 
collaboration with the Director of Budget, Program 
Analysis and Manpower. 

We believe that more sacphasis should be given to 
employee counselling, and less to *’ out -placement , " which 
is largely concerned with people leaving CIA. 

' 3 - 
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More use can be mad* of the Assessment and Evaluation 
Staff in select lit: and assigning people, and in trying to 
reduce attrition. 



The principal personnel problem in CIa is failure of 
supervision. Almost all misconduct, de f&loatloa and other 
problem cases reaching the Inspector General are compounded by- 
failure of t.'ie surer rip or to face his responsibilities and 
take action in tine . This is recognized and^action is be in*', 
taken to deal with. it. The program of reorientation on 
supervisory responsibility, more emphasis on supervisory 
performance in fitness reports, the s u pervisors * handbook 
being prepared ay the Office of Personnel, and other measures 
for follow-up will, we believe, result in Improvement. These 
problems will, however, need continuing attention. 

There is a relatively small but disturbing number of 
marginal performers , misconduct cases, and employees with 
serious problems affecting their work or raising questions 
as to their suitability fear asgjloyraent in CIA. Despite 
a*--*- EBCX'e recent maw randum on. Supervisory Performance in 
Matters of Employee Performance and Behavior, 13 March 
196k, some cases are mot being reported to the Director of 

- h - 
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Personnel until they reach a crisis stage. The recent 
studies on Alcoholism in CIA, prepared by the Office of 
Personnel, deserve serious attention. The Director of 
Personnel should be encouraged to tahe greater initiative 
and provide leadership in organizing an attach on these 
problems . 

There are patches c=f high professional attrition - 
especially in the DBI. CIA loses too many of its young 
professionals, and too little is being done about this. 
The Director of Peracemel and office heads should 
collaborate on a program of reducing attrition -where 
possible . 

The costs of processing new personnel - to replace 
losses through attrition - are high. A cost study and 
possible ways of reducing such costs should be made by 
the Deputy Director of Support and the Director of Budget, 
Program Analysis and Manpower* 

The Director of Personae! Is in some cases frustrated 
in getting action on personnel problems because of the 
autonomy of ’.ends of offices and Career Services . When a 
serious problem is identified, the Director of Baraonnel 
ahculd be given stronger support in getting appropriate 
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ii. mmaae ahp HBcoiflmamoKs 
A. Office of Personng} 

1. Personnel ftecruitraent SI via ion 

1. This survey found the Recruitment El vision going 

through a difficult period. The Division was expanded to 2 

people and reorganised during Fiscal Year 1963 to recruit larger 
numbers of people in response to requirements of the four Deputy 
Directorates. The Lower peroonnel ceilings imposed in December 

1963 , and anticipated somewhat prior to that time, brought 
recruiting to a grinding halt except for specialists and JOT 
candidates. The Division 3 m» difficulty understandably, in 
getting future personnel requirements on which to plan recruiting 
schedules . The Chief of the Division is making such plans as are 
possible, adjusting territories, terminating and reassigning 
surplus recruiters, and ranking other changes indicated. The 
Division will spend about ifiv — 1 nfljf in FY 19^* 25X1 Ala 

2 . Vie should note and give the Division credit far 
several innovation.*', adopted during 1963 . The "100 Universities' 
program in which recruiters and other CIA officers talked to 
informal luncheon and dinner sessions attended by selected 
faculty advisors and placement officers around the country were 
successful in creating understanding about and more interest in 
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CIA. ns an employer. Sadly needed new of flee space for field 
recruiters was obtained . m larger number of people were recruited 
than at any time since the early 1950 '«• Credit for much of this 


production must go to -a few seasoned recruiters. 'Bae Chief of the 
Division is responsible for development of new brochures on employ- 
ment opportunities in CXI, and for getting approval to advertise 
for CIA applicants in trade and professional Journals. One such 
advertisement in the Scientific American produced a number of 


25X9A2 


interesting applicants, but none had entered on duty as of March 

t e.-a v. *+"' 

19 6k. AM experimental m-agram of hiring women clericals age 35- 1 

K 

on reserve appoiir.mentB was Initiated. 

11* W* CIA gets its new people from: 

a. recruiting staff of the Office of Personnel 

located in cities throughout the United States. 


25X9A2 


b. A 7 -man fashirgtm office of the Office of Personnel 


which handles referrals and walk -ins. 

c. Recruiting anr re ®errals by other CIA components . 

25X9A2 

In the l8~month period ending 31 December 19^3 new people 

entered on. duty with CIA in four general categoric 3 , as follows; 
P4fefite.*ionBls 
Junior 0 IT fi.ee r Trainees 
Cotsmmications Personnel 
Clericals 

An analysis of who produced these new people is as follows: 
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action taken - even If this meant overruling a bead of 
a Career Service. 

Inhere are about 100 key lobs requiring scientific, 
technical or other specialist skills which are difficult 
to fill. (Che Office of Personnel and other components 
have coordinated a drive t© locate qualified people for 
these positions, lie have ao suggestions as to how this 
might be done better. 

The Agency is facing a clerical shortage because of 
unexpectedly high clerical attrition, cutback in recruit- 
ment and a drying up of the clerical pool. U 7’ L " ‘ * 

®aere are about non-staff personnel for whom 

CIA 1 ms some responsibility, but who are not subject to 
Manpower controls and other management procedures required 
for staff employees. These include contract employees, 
contract agents, career agent employees of proprietary 
projects, indigenous personnel of several kinds. 

The Bureau of the Budget has for the first time 
placed a 'ceiling" for FY/1965 on non-permanent personnel 
mH^0bvU5usl;y, the Bureau is unaware of the total 
number of non atsf 1 ‘ personnel indicated in the preceding 
paragraph. We belie-*? the Bureau of the Budget’s interest 
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< r> personnel palate up the need fox the A®em3y to 

{!,) know hot wqr of tins## eecf>l* them ere, {2) he certuin 
that it* personnel aaaecieeest-. practice! for the® are sound, 
mA (3) he stole to defend their use end costs. The AffWicy i9 
sat now la & position to to this. The Office of PttxwmmL hma 
be^ua to exaalne the sage etruetasre, retireaent progress^* e»A 

b enef its of three l*r§e nroprietarle# . Other*# fiselaatng 
the largest, tew* not haee reviewed. It tea also eetSblishee. 
n*H ground rules for iwnareeoe aenefits for p«^>le iurolr^ in 
ftnasr^ e** end sensitive ii teertsWofl* vbich *111- reatlt in 
uniformity. Records w, cmtrect esployees, consultants, stuff 
agents, proprietary personnel, eureer agents sad contract 
mentt} exist, hut aar© r ot m accurate or subject to the sane 
systematic review as those on stuff eaployeee. 

k . it is *mcoimasa4*i that the Deputy Bisector for Support 
In collaboration with the « rector of Budget, Progww Analysis 
■ud Manpower s h o w-li t* revisi the ede^suey of x sporting of 
stuff personnel and **k* reccaaatndiitions to jarovid# WCJ »lth 
ac cur ate infonaet ion fuirfcerly on each people* The Sxpxtj 
Director of Support stewld sake recossnndut ' ons to s#prepriate 
authority for the ^*t«etln review of the personnel msaagessent 
practices of preprietia^ end other projects with «wua4 penscre el 

posts 

* T - 

Approved For Release 2001/05/01 : CIA-ft[#>fe$(&5^R00030001 0001-1 



Approved For Release 2001/05/01 : CIA-RDP82-00357R00030001Q.001-1 


$ £ C B 1 f 


5* Although an eaacut lre*4eval0pw&t ptrograa has been resom- 
»a0*i la 195-?, 1959, i960 and in 1963, little action has bees 
taken to ©rpealae tool a progress. Projected loaeea through re* 
tiriMNUit of Mdor officials ia the I9f0‘a and probably of officers 
chi mtcn CIA baa beta counting to replace such officials, point up 
tbs used for auc'i. a jrotpta* 9e reco ss aeu d that the Director of 
Personnel take the initiative Jos organising a systematic progr« 
•bleb alii identify and Oetwlop eaplogreee irith potential to fit? 
sealer executive and aata^trlal Jobs. 
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®U’«e points *hou' d bt noted : 

a. The wide differences in productivity of recruiters 
(recognized by the Division); 

b. The eontributi of the low-cost Washington Itecruitment 
Office; 

c . The numbers of new people recruited by other CIA components . 

3, There is some prof eats ional friction between the 

Headquarters staff of the Recruitment Division and some DD/'l offices 

about recruiting economists, area specialists, and other personnel. 

CD/I officers feel, strong that they must visit university campuses 

to interview candidate# in. scale fields in which the generalist 

recruiter cannot be expected to be an expert. The Recruitment 

Division believes this to be unnecessary, te- interviews with 

five professional recruiters in the field indicate that this is 

not a problem to them aa long as other officers ’ visits are 

coor dinat ed with them, which is now the rule. The numbers of 

professionals recruited by other components indicate to us that 

the ir recruiting is productive. No changes in current arrar gem® it s 

ILLEGIB 
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vhich penal* such specialist recruitment in coordination with 
field recruiters are therefore rec ossoended . 

4. CIA is rec nil ting enough able young people far «Q i 

< 

its Junior professional positions, but ±p having difficulty 
filling about 100 key Job*; calling for technical, scientific 
«ad specialist skills, liie Recruitment Division and other 
components have coordinate! ca nttaek on this problem, and we 
have no suggestions as to how it might be done better, JOT 
recruiting is covered in Section B. 

5* As noted above, CIA entered f^^Bclerlcal 25X9A2 
personnel on duty between 1 July 1962 and 31 December 1963. 

Ihese numbers were obtained at seme sacrifice of quality. Many 
high school graduates and many girls recruited from ’airline 
hostess schools' did not meet clerical performance standards, 
although they passed the clerical tests given before entrance on 
duty. Clerical standards have new been raised. The Recruitment 
Division is now oonoentrating on clerical applicants from 
secretarial and business schools and Junior colleges . Clerical 
personnel will no longer be brou^jt into the clerical pool on 
the basis of an interim clearance . A satisfactory full field 
investigation will 'be required before a clerical employee will 
enter on duty. 
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6. We have minor suggestions on headquarters field 
relationships, an updated ctsfcewent of what recruiters can tell 
applicants about the Agency, nnd centralising responsibility for 
each field office which are covered in a separate memorandum . 
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2 ‘ frfrrapPna- Operations Division 25 

1. this Division of people budgeted for 

FT 19^4 processes perscxuMi actions, assists other offices In 2 5X1A 
placement of people, selects and assigns clerical personnel, 
mintaina official persomiel records, produces a variety of 
statistical reporta, keeps book cm strength vs.y ceiling figures 
aM operates an out -placement service. 

\ A ; 

2, Since the last IQ survey, the Division has made its 
processing much mere efficient and the long delays noted at that 
tisw no longer exist, fee average tine to process a new employee 
from receipt of Personnel History Statement forms to notification 
of eligibility for entrance on duty is 80 days. This includes 
personnel, security and xaediaal processing, feia is a cannerdable 
performance. 

3* It is recognised that staff personnel records of 
several kinds need improvement, and a task force has been set 
up to review official personnel files, qualifications data, 
coding of personnel inforaation, statistical reports, tables of 
organisation, career service grad* authorization and other 
records. We believe this will result in required improvement., 
and have no suggestions in this area. Our findings and 
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reccmaaandatione on statistics records on non-staff 
personnel are covered in Section A.h. 

k* CIA is facing a clerical shortage due to unex- 
jpactedl/ high clerical attrition, cutback in clerical recruit - 
sent and a drying up of the clerical pool under newly estab- 
lished policies. Higher clerical standards and requirements 
for completion of a full field investigation before entrance 
on duty will sake it acre difficult to keep a flow of 
clericals into the Agency, tet&aads for clericals are building 
up in several ccsponeats and in our judgement, the Clerical 
Assignments Branch will not be able to meet these demands , 
through, no fault of its own. 

5 * Sic Office of Personnel has recontacted 15 ^ 
clerical applicants who were processed several months ago 
but could not be hired because of the personnel ceiling. 100 
of these have other jobs mid are no longer interested in working 
for CIA. It is likely that very few of these 15 h will enter on 
duty. 

6. W believe that, a case can be made for increasing 
the clerical recruitment requirements above the figure 
for ST 1965. We recognise the need for economy and do not 
advocate a return to a situation like that in 1963 when there 


Approved For Release 2001/05/01 : C|£-£QP§2$Q£57R00030001 0001-1 



Approved For Release 2(^01/05/01 : CIA-RDP82-00357R00030001 0001-1 


SECRET 


were^^Jcev clerical* in the pool. believe however, that 
the new policies say have cut too deeply, and nay in the long 


run be more expensive if there are too few clericals to get 
the work done. We therefore believe these policies should be 
reviewed. 


It is reeanptndad that ; So. 

92* Director of Personnel review Agency clerical 
requirements in view of unexpectedly high attrition, 
thsjpfllying up of the clerical pool and indications 
of clerical shortages in several components, and 
take such steps as necessary to insure that 
fire set. 

7. There are indications that two weeks is too short 
a period for some new clericals to remain in the pool for 


orientation, retesting, retraining in clerical skills, and 
the like. Many of these young woman are on their first jobs 


and are away from home for the first time and need a period of 


adjustment under close supervision. The Chief of the Clerical 
Assignment Branch and bar staff who have had much experience 
in this field over the years believe strongly that there should 
be flexibility to keep some people in the pool longer if 


necessary until they adjust and can perform up to their best. 


o; j> J g J J 
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It ie reccitoierdad that ; Ho. 

file Director of Personnel give the Chief, Clerical 
Assignments Branch authority to keep earn clericals in 
the pool longer then the presently scheduled, two week 
period, if necessary to complete their adjustment end 
bring their skills up to necessary standards. 

8. Older women clericals, hired on an experimental 

basis under reserve appointments, lave performed very veil, have 

produced fewer problems than many younger women, and have had 

lower attrition, vie believe this program should be expanded. 

Xt is g e e g om tadga that ; 5o. 

?3se Director of Personnel expand the program of 
hiring older women clerical personnel under reserve 
appointments, in view of the excellent results 
achieved in the experimental program. 

9* We have reservations about employing five people in 

the "Out -placement Branch. Although the service la useful to 

people leaving the Agency, we believe it is ouch less Justified 

t!am a counselling service for employees who, if handled well 

will remain with CIA and be productive. (See Recommendatio n ) . 

It is our impression, that the contribution of the Out -Placement 

Branch is somewhat overstated. It i® also our impression that 

the Branch has too little supervision by the Chief, Personnel 

Operations Division, and that the senior male personnel have 

little to do. 
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ID. If CIA. Has to choose between '’crat -placement '' for 
people who leave and coaastlllng of ewployees who Kill remain, 
we believe tins eopfee?is should be on the latter. 

It la lecoBBienaed that : Ho. 

a. The Ureter of Personnel review the operations , 
supervision, quality of personnel and ccaitilbutlon of 
the Ovrt-l*lacetiierit Braneh. 

b. ®» Mreetor of Personnel assign three of the 
five positions la the Out -Placement Branch to personnel 
counaellin : once the program has been developed. 


SECRET 
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3 * Mobilisation and military Personnel D1 vision 

1. The principal ;• ©a of the Mobilization and Military 

Personnel Division (MMf®), consisting af^^people and budgetted 25X9A2 
at ia procuring and handling the personnel administration 

of qualified military personnel detailed to the Agency. It also 
handles personnel mobilisation planning and the administration of 
the Military reservist program of CIA. 

2. The principal users of military personnel in CIA are 

the Office of Special Activities of DD3fcT and the 25X1 A8a 

Representative® of both of 

these components were highly complimentary of the services of MMHD. 

We found considerable evidence that CIA is getting exeallant 
personnel from the military services . Because of the good vcrking 
relations between MJ4PD ami the services, CIA is able to hand-pick 
almost every individual . Maov of these people request extensions 
of their assignments with the Agency and many apply for civilian 
employment on completion of their military service. Am of 
31 December 1963, CIA had^J military dstailess, of whom 25X9A2 
were Air Pares personnel. 

3. Our consents have been requested cm the numbers of 
personnel employed by MMPD and whether the chief or the deputy 
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chi-.* of the Division should be a CIA career civilian employee. 
At the ti me of the survey, Mt4PD was reorganizing and planning 
to reduce its staff by three positions. With this reduction ve 
believe the Division will be reasonably staffed. The chief of 
the Division is an A my colonel on recall fro® retirement. His 
servlet has just been extended for an additional two years. 3e 
has on excellent knowledge of both the military and CIA. Under 
the proposed reorganisation of MPD, the chief, Amy Branch will 
also serve as deputy chief of the Dtvieion in the absence of the 
chief, and the deputy job will be eliminated. We believe it 
mites little difference whether the chief of the Division is a 
military or civilian careerist provided he has adequate know- 
ledge of both the military services and CIA. If the present 
chief of the Division plane to retire upon completion of hie 
present tour, however, the Office of Personnel should begin 
to groom a successor. 
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Contraot Pteraontnal Mvlsion 25X9A2 

Shis Division of 

provides technical staff assistance to other components - 
principally the Clandestine Services - for "non-staff” personnel. 

(contract employees, staff absents, contract agents, career agent*, 
consultants, independent contractors and others). These services 
include ■writing of contracts, review of field contracts and amend - 
raents, handling of records of staff agents, technical advice on 
cost of living di f 'erentiala , field allowances, social security 
and other benefits. The workload of the Division in these fields 
i* increasing. Vfe believe that CPU does this Job well. 

2. leeently the Division, with other divisions of the 
Office of Personnel, has begun to eacaaiine the salary and wage 
structure, promotion policies, retirement plans and benefits 
provided employees of the aajor proprietaries. This is being 
done store or less by invitation of the component responsible for 

the proprietary, rather than as a matter required by CIA regulations. 

It is too early to Judge the effectiveness of this function. 

3. The ©fries of Personnel has very little participation 
in decisions to hire, promote, assign, reassign, evaluate per- 
formance or terminate 'a n- staff" personnel. These decisions are 
node by the using cnR$>onent. The Offics of Personae 1 has authority 

" J --t 
■ • .< -j 
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to question t be salary and benefits proposed for a 1'aon-staffer' 
if they seem out of line, but there ere now relatively few such 
cases. 

k. We da not believe it realistic for the Office of 

Baraonael to attempt to apply staff employee standards to 

I--""'- 

"non-staff" personnel, but ve believe that there are fbur areas 

la which the Office of Personnel should play a larger role : 

a. Compiling more accurate personnel records 

and statistic* on 'non -staff" people. In the course 

of this survey, vs had difficulty getting good data 

on such people because it is not being reported 

accurately by the field in some categories , As of 

31 March 1:64, the best estimates available on the 

numbers of such people were as follows : 

Contract Bsplayees 

Independent Contractors (Won-DEP) 

Proprietary fertonoel 

Free Europe Committee 
(including iff) 

Radio liberty (formerly American 
Coucnittee for Liberation) 

fhe QMS Airlines Complex 
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25X1 C4c 
25X9 

Consultants (board and panel members) 1^1 

foreif'n Shtlomla t i A 

Clandestine Services (service Sfrar ' 1 ' 1 ' 1 «fT*l 

personnel) ls '1 

f, 25X9A2 

)ffict' of Coxinunicati ons j * mjg, 

Ccntr ret Acents (l) . 3 * end Field) | ! SJ flijlflj 

Career Agents |ft»|j6ijjljjjljBlMi 



5 . the Bureau of the Budget far the first time has 
placed a celling ox CIA for Fiscal lea r 196? of on"non- 
perraanent ' 1 employees- The Bureau is obviously not aware of the 


25X9A2 


large numbers of 1 non-staff r: people Indicated above. 

% . Jk, She Office of Personnel should provide the Office of 
the XIP C1 at least quarterly vith accurate Information in sufficient 
detail on all "non-staff” personnel far wham CIA ha# responsibility. 

P" The Of fice of Personnel should participate in the 
selection of hey non -staff" personnel (those with salaries 
equivalent to IB- 3 5 a *id above) including thoss in px o- 
prietary x T>d other projects of the Clandestine Services 
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and other caapaaeiite . At the present time, the Office 
of Personnel has virtually no participation in such 
aattera, although in ;uany eases CIA places much more 
responsibility on key "non -staff" personnel than it 
does on s'fcafT personnel. 

t. The Office of Personnel should ensure that 
appropriate procedures exist for reviewing the suit- 
ability of all noa -staff personnel to be assigned 
ofverseas. The Office of Personnel should participate 
in. the review of contract employees, staff agents, 
contract agents ant career agents in which questions 
of suitability for overseas assignments are raised by 
the Office of .security, the HWHeal Staff, or other 
offices . 

c. The Office of Personnel should ensure that 
proprietary and other projects involving large n u mbers 
of people Imv® sound personnel management policies and 
practices, and that adequate machinery exists in CIA 
for reviewing amah management . The Office of Personnel 
should participate in the annual review of such projects. 
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It is recommended that : Ho. 

The Director of Personnel: 


». Maintain tetter personnel records on, said 
report to the HdCI at least quarterly on the numbers 
end kinds Of ’ non-staff'' personnel for vhich CIA has 
responsibility; 


h. Participate in the selection of key "non- staff” 
personnel; {for the purposes of this paper, key personnel 
are considered to be those vith salaries equivalent to 
OS-15 and above) 


c. Ensure that appropriate procedures exist for 
reviewing the suitability of all "non-staff personnel 
to be assigned overseas; 

d. Participate in the review of contract employees, 
staff agents, contract agents and career agents proposed 
for overseas assignment ia which questions of suit- 
ability ere raised by the Office of Security, the 
Mtedical Staff or other offices; 

e. Ensure that sound personnel management practices 
assist in proprietary and other projects with personnel 
costa in excess of $100,000 annually. 

f . Participate in the annual review of such projects ; 

and 

g. Insure that appropriate regulations are issued on 
these matters. 


SECRET 
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5* Clandestine fler-rices 1 Personnel Division 

1. The Clandestine Services* Personnel Division (CSPD) 
ia responsible for providing staff advice and secretariat support 
to the Clandestine Services' Career Service Board, its subordi- 
nate panels and sections, wd the Clandestine Services Personnel 
Management Comoittee. CSPD assists in the selection, assignment 
rotation, promotion, development and utilisation of CS career 
personnel. Most decisions are made, however, by officers of 

the Clandestine Services. 

2. CSPD, although a division of the Office of Personnel, 
is responsible operationally to the Chief, Operational Services 
Division of the Clandestine Services . It is organised in 
branches which compliment the panel organisation of the 
Clandestine Services’ Career Service Board. There is also a 
Records and Reports Branch which provides statistical data to 

the DD/P and other appropriate officers of the Agency. 

3- Branch A serves thoae portions of the CSCSB dealing 
with promotions to and assignment of grades GS-14 and up, which 
currently totals ^^Jndividuals in the Clandestine Services . 
Branch R similarly serves grades 08-12 and OS-li for a total of 
^^^persons . Branch C serves grades OS-9 through OS-11, 
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25X9A2 curpea tiy a total Branch p serves grades OS-8 and lower, 

25X9A2 currently a total most of wham are clericals. 

We believe that CSPD does a good job in its staff 
and support role. The Chief, Operational Services Division of the 

Clandestine Services wae very complimentary about the work of CSpD 

0 \ 

and p© the Chief. Const de mb le progress has been made In the past 
few years in the more efficient handling of returnees from the 
✓ field in breaking down parochial barriers to inter-divisional 
transfers and in placement of Junior Officer Trainees. Much 
credit for this should go to CSK». 

5. We have recommended in the section of this report 

on the Plans and Review Staff that better controls be established 
on the review of suitability of contract employees, contract 
agents and career agents proposed for overseas assignment. This 
will Involve close collaboration between the Agent Panel and the 
Overseas Candidate He view Banal. 

6. We have also recommended in the section of this 
report on the Contract Personnel Division that more accurate 
reporting on non-staff personnel be provided the Deputy Director 
of Central Intelligence quarterly. Many of these people am the 
responsibility of tne Clandestine Services. CSPD is aware of the 
need for improved reporting on such people . 
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6. Benefits and Services Division 25X9A2 

This Division of employees 
of the Credit Union) budgeted at responsible for a 25X1 Ala 

wide range of personnel and employee services. We were generally 
well impressed with the management and performance of this Division. 

2. rn found the Crtdit Union well managed. This is now 




* 
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a substantial jiel'f- supporting hanking business with shares of 
25X1 Ala nearly ^^^^^^Jwith cver^^^B accounts and with loans 25X9A25X9A2 

outstanding, totaling Shares increased by 

about $1,000,300 In 1963 . The Audit Staff conducts an audit of 
the Credit Union quarterly and is satisfied with compliance with 
its re commexida tlons • In addition, the Bureau of Federal Credit 
Unions in the Department of lealth. Education and Welfare audits 
the Credit Union annually. Representatives of the Credit 
Committee of the Credit Union consisting of seven senior CIA 
employees meet weekly to review each loan proposed during the 
previous week. This Committee operate# with a nice balance of 
prudence on the one hand and with understanding of the needs of 
the prospective borrower on the other. The success of the Credit 
Union ’ s managem ent is beet illustrated by its low loss ratio, 
losses compared with over loaned 

since its organization, and it* consistent dividends over the 


25X1A1a 


Approved For Release 2001/05/01 : CIA-RDP82-00357R00030001 0001-1 









Approved For Release 24,01/05/01 : CIA-RDP82-00357R00030001Q001-1 

SECRET 

years which have totaled over $2,000,000. The Credit, Union paid 
dividends of 5 per cent in 1961 , iv 62 and 1963 . 

3 . We considered recommending a transfer of responsibility 
of the Credit Union to tiws Office of Finance, not because it is 
not being well handled by the Office of Personnel, but because it 
diverts executive tine from major personnel problems. However, 
on balance we believe it should remain with Perso nne l - 

b. The Agency- sponsored insurance programs have expanded 
substantially in the last few years. B^sfae new OElA-administered 
'.,-^ p^ ans have coma into being since ly60. The nuaber of hospital- 
ization policies in force since i 960 has increased frcm 25X9A2 

^ aaiulJBt of hospitalization claims paid increased 
from $757,714 In i 960 to $1,3 o 4 ; 1£4 in 1963 . la i 960 , the United 
Benefit Life Insure ace Company (ifflLIC) had a total of $£8,000,000 
in force compared with $/l, 000,000 in 1964. In this period there 
has been only a ten per cent increase in the number of employees 
in the Insurance Branch. There is no one in the Branch qualified 
to act as deputy although it is generally agreed that such a 
person is badly needed. We are told that it has not been possible 
to recruit a qualified person but we find this difficult to 
believe. In view of the fact that CIA will not have to pay the 
salary of such a man because he would be paid from insurance 

& ECRU . .. 
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proceeds, we see no reason why such a person cannot be "chared 
to non-strength as aro employees of the Credit Union. We 
therefore suggest that the Personnel Becruitaent Division be 
given a requisition t© recruit a qualified deputy for the 
Insurance Branch and that this be given a reasonable priority. 

5« The Audit Staff audits Agency-sponsored insurance 
programs annually and is satisfied with compliance with their 
recommendations . 

6. We have read with interest the report of the 
Director of Personnel on Jtecreational Activities dated 
2k December 19^3 and. the enthusiastic endorsement of the 
program by the Executive Director, D0DCI, and DCI. 

7- This report outlines the growth of the recreation 
program from eight activities ia which six hundred employees 
participated in 1902 to twenty-seven sports and clubs in 
which take part. 

The report indicates Home of the new activities under con- 
sideration (discount purchase of tickets, travel, merchandise) 
and a long-range goal of a building which would include a gym, 
meeting rooms, bowling alleys, a small PX, and other facilities. 
We believe the Employee Association should be encouraged to 
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work toward expanded recreational goals. Ways of financing 
future expansion should be actively explored. 

8 . We believe that the Benefits and Counselling 
Branch does an excellent lob and that its program for dealing 
with cases of death or serious accidents of employees deserves 
commendation. 

9. We believe, however, that problems in the field of 
personnel counselling need much more attention by the Office 

of Personnel. A im oranlua from the Inspector General to the 
DCI in 1961 (ER6I-6307, 1 August 19&1, Inspector General Program 
of assignee Interviews /OS-12 and Above/ Iteport for FT-I961) 
recommended that CIA establish and publicize a counselling 
service which would make it easier for people to transfer 
between Career Services, and also recommended that more 
attention be given to employee attitudes and motivations. 

These recommendations ’./ere approved by the then PCI but little 
has been done to date to implement them. This matter was dis- 
cussed with the Office of Personnel during the survey and that 
office agreed that additional action is indicated and has 
proposed to do three things : 

a. Draft an employee handbook on various 
services which are available to employees with medical. 
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emotional, family, financial and other problems. 

b. stress the importance of the rale of the 
supervisor in dealing vlth an employee with a problem 


before it becomes serious. 

c. Rainartitute the program of interviewing all 
new people after they have been on the Job for about 
three months to determine how they are getting along. 

10. We believe these are steps in the right direction 
but that some additional action is necessary. We believe that 
the kinds of employees who need counselling of one kind or 
another fall into three general categories: 

a. Able people who are or who believe they 
are under -employed, or in the wrong Jobs and want to 
change Jobs or leave CIA. requires that 

an employee who wants to change his Career Service or 
seek another assignment must process his request through 
his Career Service. Biis probably inhibits requests for 
transfer by many employees. We believe that an employee 


should have the right to consult the Office of Per some 1 

U U w >- f 4 -- - -* ’ - - ’ - - ‘ 1 ’ ct ~ ' 

directly to seek reassignment provided he keeps his 

supervisor approrpr "lately inf armed. 
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b. Marginal employees who for & variety of 
reasons are not producing effectively . It may be 
possible to reassign and salvage some people. Others 
may have to be separated. We believe that the Office 
of Personnel should arrange to have all people who have 
unsatisfactory fitness reports interviewed by carefully 
selected end qualified members of their Career Services 
aaft the Office of Personnel. Such interviews should 
try and deteimine tte reasons for the lew ratings and 
what might be done to improve performance in the same 
job or in a new job. 

c. People with serious personal problems or 
who are developing such problems which affect their work 
or raise questions as to their suitability for con- 
tinuing employment. There la a disturbing number of 
such people in CU. The recent studies on Alcoholism 
in CIA, prepared by the Office of Personnel deserve 
serious attention. The Medical Staff* the Office of 
Security and the Office of Personnel should review their 
files on people known to have such problems and should 
determine what action should be taken in each case. 
Credit Union record* on people who seem to be in 
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financial difficulty should be reviewed, each case looked 
into by the Office of Personnel, and where indicated, the 
employee should be interviewed and a constructive solution. 


to his problem sought. 

It is recotmaerded that : Ko 

The Director of Personnel appoint the Chief, Benefits 
and Services Division or other qualified officer to: 


a. Develop a program of personnel counselling which 
will be more responsive to the needs of dissatisfied, 
under -used and mtsassigned employees, end of employees 


with medical, emotional , alcohol, family and financial 
problems affecting thadr work or suitability for 
employments "*■* - - • • -*'* \ 


b. Develop information on what other progressive 
government and private organisations are doing in this 


field. 


e. Prepare a revision of HR Be assignment 25X1 A 

of Personnel, which would permit aneil^loyee who seeks 
reassignment and who ban not been able to obtain 
satisfaction through hi* chain of co mm a n d, to consult 
with the Office of Personnel providing b© keeps his 
supervisor appropriately informed. 


d. Consult with the Assessment and Evaluation Staff 
anA mnV-p rec oanendat 1 one for developing better information 
than now available on employee morale and attitudes. 


e. That three of the five slots presently provided 
the Out -Placement Branch of Personnel Operations Division 
be reassigned to the personnel counselling function. 
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11. The workload In the Central Processing Branch 
is mnageable and. its staffing reasonable. Reduced “personnel 
ceilings in the Agency end the elimination of the Sumner 
employee program will not produce the overload which the 
Branch has experienced in the past, Sqployees in the Branch 
point out that their work hours from 9:00 A.M , to 5:30 P.M. 
are out of phase with the hours of moat of the people they 
serve. They have little to do after 5:00 P.M. and have a 
pss3 “ load on arrival at 9:00 A.M. They suggest their hours 
be changed to 3:30 A.M. - 5*00 p.M. 

It is recopaanded that : No 

The hours of work of the Central Processing Branch 
ft'om 9*00 A.M. - 5:30 P.M. to 8:30 a.M, - 
?iQ0 P.M. to coincide with the hours of work of most of 
the people who require their services . 


3 K C R S IP 
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7. Salary arid jfage Bivialon 

25X9A2 

lerical personnel, 
at ItlBSill has a charter to develop and maintain "an 
Agency-wide program oi position classification and wage adminis- 
tration.'' Position classification, review of staffing pattern® 
and review of proposed grade changes account for about one-half 
of the Division's work. Special studies of a wide range of 
personnel matters account for most of the other half. The latter 
have included the pay structure of three major proprietaries: 

iHHHHHHHfl T ,Jb Free Committee and Radio Liberty ; 

a study of a proposal to abolish the national Intelligence Survey 
research branches of OCI; the personnel organization of the 
Credit Union; staffing patterns of various CIA components for 
the Executive Director "Comptroller; and the use of contract 
personnel by a European field station. The manpower control 
officer of the Office of Budget, Program Analysis and Manpower 
is very complimentary of the work the Division has done for his 
office. Demands on the 'Division for special studies are in- 
creasing. The actual work of the Division is more diversified 
than its rather mrrowly stated charter. 

2. This Division is the component of the Office of 
Personnel which has the ianet day-to-day access to and information 


1. This Division of 
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Approved For Release 2001/05/01 : CIA-RDP82-00357R00030001 0001-1 i cl 




Approved For Release 2001/05/01 : CIA-RDP82-00357R00030001Q001-1 


SIC R B T 

about workload, job requirements, job qualifications and 
personnel practices and problems of other CIA offices. 

Although most of the officers in the Cl vision have special- 
ized in position classification most of their professional 
careers, they have been exposed to a variety of personnel 
matters . Three have served with the Clandestine Services, 
two have had oversea# service, none has been an operations or 
intelligence officer. The chief of the Si vision is an able, 
respected personnel officer. 

3. We believe this Division should be given a 
broader charter and a more broadly qualified staff to examine 
for the Director of Personnel all aspects of personnel manage - 
sent of the Career Services. Consideration should be given to 
assigning more officers with experience in the Clandestine 
Services, the DD/l and other components of the DD/S to the 
Id vi sion for tours of duty in the same way that such officers 
are assigned to the Inspector General. Pars camel ceilings and 
budgetary pressures on the one hand, and indications of personnel 
Management problems on the other require mere careful review 
and analysis than the Director of Personnel has been able to 
devote to these matters. Ife note that the Division has a 
travel budget for FI-1'.>64 of only $k,2QG and that over the 
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years, fewer than 10 per- cent of CIA's field installations 
have been surveyed.. The Division is frank to admit that it 
has had to react to problems and requests rather than plan its 
coverage of major problem areas systematically. It is inter- 
esting to note that the CSW.ee of Personnel has not been surveyed 
since 1959 * 

4. lie have given consideration to a proposal that 
the Division be transferred to the Executive Director - 
Comptroller, and given an across the board management review 
function similar to that of the former Management Staff. 

Although there are merits to such a proposal, we believe that 
this would seriously weaken the Office of Personnel at a time 
when it needs strengthening . We believe the Division should 
remain in the Office of Personnel, be renamed the Personnel 
Management M vision, and given appropriate backing and support 
to do a larger Job. 

It la recommended that : ifo. 

The Director of Personnel: 

a. Hennme the Salary and Wage Division the 
Personnel Management Division; 

b. Give tie Division a broader charter to review 
personnel management policies and practices of offices 
and Career Services to include : manpower utilization. 
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workload, Job qualifications, staffing patterns, 
position classifications, evaluation of job 
jwrforzaance, promotion policies, grade structure, 
pl a ce ment and reassignment procedures, attrition 
and handling; of problem cases; 

c. Give the Division enough qualified people, 
funds and support to do the above job. 


d. Collaborate closely with the Director of 
Budget, Program Analysis and Manpower in carrying 
out this function. 


3 E C RET 
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8. Plana and Brvlfw Staff 

car for 

PY 1964 reviews anti evaltwfces personnel policies end programs, 
undertakes special studies and develops and coordinates personnel 
regulations. The Chief of the Staff i# an able, experienced 
officer. 

2. Its major contribution in FY 1964 was the study 
on the "valley after the huaf>" of Agency professional personnel 
in the middle and upper grades who will letire in the mid- 1970 a 
and its proposal for an expanded JOT program to deal with this 
problem. This proposal was approved an 20 March 1964. Other 
special studies of this staff have had lees impact on the 

Agency’s personnel program. 

3. One of CIA’s important personnel problems is the 

lack of a systematic prujrtm of executive development to provide 
trained leaders with broad experience for senior positions. Thi» 
w recommended in 1952 by the Career Service Committee, again 
in 1959 in the Inspector General's Survey of the CIA Career 
Service and in 1962 by the Task Force on Personnel Management. 
There has been, however, little change in CIA's methods of 
executive development over the years. In response to Action 
Memorandum So. A-239, 1 Mey 1963, Generalist Corps, the Office 
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of Personnel presented a proposal (drafted by the Plans and 
Review Staff) to the Executive Director for an executive 
development program. Tliis is contained in a memorandum 
Proposed Executive Development Program for Generalists, 

31 July 1963 , on Which little notion has been taken to date. 
Projected executive losses through retirement in the 1970's, 
which include people on whom CIA las been counting to replace 
its senior officers, mase this a problem which CIA should face 
up to soon. There are sew® differences of opinion as to how 
the executive development program should be organized, but 


general agreement that there should be one. 

It is recommended that ; 

The Director of Personnel reopen the question of 
an executive development program, and take such action 
as necessary to organise a program which will identify 
and provide npecisl development opportunities for 
employees with potential for senior managerial and 
executive responsibility. 


k. The Deputy Chief of the Staff is chairing a task 
force on personnel records to correct "serious inaccuracies 

in personnel information which have resulted from the failure 

of responsible officials to initiate changes in basic personnel 

records." It Is too eerly to judge the results of this effort. 

5 . There are a number of problem areas in personnel 

regulations. For example, there is no regulation HR l^| on 


25X1 A 
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Personnel Policy Objective a. 1fce previous regulation on this 
subject issued in 1953 has been rescinded. Regulations on 
Staff Staployees , Staff Agents and Contractual -Agreements for 
the Covert Support of Ope ration* have not been revised since 
1950 and 1951. A regulation on Position Analysis 3ms been 
under revision for years, the current regulation having been 
issued in 195h. There is no regulation since 1951 on Pay. 

A regulation on Maijpower Controls lias "been "in coordination 
for over 18 months. Tim Employee Conduct 

has been under revision for months. Career Services, 

is dated 15 September l$6l and negotiations for a revised 
regulation have teen in process for months . Tliere is no 
regulation Career Planning. The Office of 
Personnel and the Office of General Counsel cannot agree on 
a revision of ^^^^^|lnvoluntary Separations . 

6. We should hasten to add that these problems do not 
result from inaction by the conscientious Regulations Control 
Staff of MB. They rather ore some reflection on the decision 
making process -&¥• - the- of Personne l and. in the Agency* 

We see no reason vhy decisions eannot be reached on basic 
personnel regulation®, and. believe additional action should be 
taken to resolve open Issues quickly. 


25X1 A 

25X1 A 
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It le recommended that : Ho. 

The Deputy Director for Support; 

a. Expedite the issuance of revised personnel 
regulations on Employee Conduct, Manpower Controls, 

Position Analysis, Sours of Work, Bay, Involuntary 
Separations . 

b. Revise or resoind Confidential fund Regulations 
on Staff Employees, Staff Agents, Military Staff Agents, 
Rights, Salary, Contractual Agreements for the Covert 
Support of Operations issued in 1950 and 1951* 

U-'. V*v ’ i 

7* There will be some overlap in the proposed functions 
of a reorganised Salary and Wage Division (see recommendation ) 


and the Plans and Review Staff in the review and evaluation of 


personnel polfcies and programs, in the field of manpower studies 
and in projecting future personnel requirements. A redefiniticj>ja LEG|B 


of functions of the Plans and iteview Staff is indicated, -\ 
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9. Special Activities Staff (SA& ) 

1. We found this Staff of 

clerical personnel to be experienced, able and doing its 
difficult Job well. 

2. Moot of the work of SAB involves handling of suit- 
ability, conduct, pi^oblera or termination cases. We believe the 
Staff doe® its job with, a good balance of firmness and cooypaaslon 
which gives due weight to the Interests of both the Agency and 
the employee . 

3. BAS is somewhat -frustrated and concerned by what 
they (and we) believe to be failure of supervision in many 
offices which permits problem cases to reach the point where 
salvage, transfer or corrective action is impossible and 
termination it the only solution. SAB believes that the 
situation has improved over the years but that CIA has yet to 
coma to grips with many problems in this area. We agree. This 
matter is covered at more length elsewhere in this report. 

4. A representative of GAS chairs the Overseas 
Candidate ftevlew Panel which reviews all proposals for assign- 
ment of staff employees overseas in which questions of suita- 
bility for such au assignment have been raised by the Medical 
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B. Career Officer Trainee Program 

1. The Office of Personnel has identified and led an attack 
on one of CIA's important personnel problems: the need to train 
young officers in sufficient numbers to fill the "valley after 
the hump" in the 1970's when many officers now in their % 'a ard 
late 40's will retire. The Office of Personnel has recommended,, 
in effect, an expanded JCT program, the Career Officer Trainee 
Program, which will increase the number of professional trainees 
from Tills expansion was approved on 20 March 

1964. It will supply junior professionals to the Deputy Directorates 
each year beginning in 1963 as follows: 

25X1A 


2. The new program will be the principal induction mechanism 

for junior professionals in all Deputy Directorates. It will be 

a departure from early JOT concepts of a snail group of potential 

arupergrades who would eventually fill the top jobs in CIA. Sou* 

*~~5^cri3[^Snt” of Young Officers , memorandum from the Director 
of Personnel to the DDCI, dated 25 February 1964 



SECRET 

Approved For Release 2001/05/01 : CIA-RDP82-00357R00030001 0001-1 




Approved For Release 2(^01/05/01 : CIA-RDP82-00357R00030001D001-1 


SECRET 


5, Spot checks of the files containing sensitive 
personnel information maintained by this staff Indicated that 
gctns information is not being sent by other components to the 
Office of Personnel and that i* only being 


implemented in part. 

It 1 b recommended that ; 

EDCI re-emphasise t>» provisions of BHBBHIi^Wi 
requiring that pertinent personnel information be 
integrated In files of the Office of Personnel, and that 
specific examples this has not h#$n done giv&n 

each Deputy Director to point up this problem. (Eyes 
Only Hat being handled separately.) 

6. SAS’r responsibilities for monitoring weak fitness 
reports and step Ine renew holds are being carried out in 
accordance -with their instructions. As indicated elsewhere 


in this report, however, these procedures are effective in 
identifying only no me marginal and problem people. Tha solution 


to these problems lies outside SAS. 


25X1 A 


7. We believe that currant regulations for separation 

of surplus personnel *** revislons 

under consideration Involuntary Separations, will 

improve that regulation. We have no recommendations with respect 


to regulations in these areas. 


25X1 A 

25X1 A 


25X1 A 
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Staff, Office of Security or others . The Overseas Candidate 
Review Panel does not review such cases involving contract 
employees, staff agent®, career agents, key project people or 
othei' non-staff personnel. The Overseas Candidate Be view Panel 
also conducts post agartems on cases brought to their attention 
in which staff employees are returned from the field for mis- 
conduct or related causes. We believe that the charter of 
the Overseas Cand idate Re view Panel should be strengthened to 
include the review of the suitability of all staff, contract 
ard career agent personnel proposed for overseas and to post 
mortem all cases In Which these people are returned for mis- 
conduct and related reasons. We believe this post mortem, should 
include a report on what action the employee * s present and former 
supervisors took to deal with the problem and recoranendationa 
where indicated as to jfcat should be done about supervisors who 
have not faced up to their responsibility. 

It is recommended that : 

The Overseas Candidate Review Panel review cases 
in which questions of suitability are raised on all 
persons - staff, contract and career agent personnel - 
proposed for oversees assignment; and conduct p o st 
mortsms in all cases In which such persons are returned 
from oversees for misconduct and related reasons. This 
post mortem should include a report on what action the 
employee ’ a present end former supervisors took to deal 
with the problem and recommendations where indicated as 
to what should be done about supervisors who have not 
faced up to their responsibility. 
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of the junior professionals under the expanded program will rise 
to the most senior jobs, tut obviously all, will not. Thus, 
instead of concentrating on a potential elite, the new program 
will include people vho will eventually fill Jobs ranging from 
about OS-13 up, in a wide range of categories. It is also an 
important extension of preview JO® programs which have selected 
and trained people primarily ft a* service in the Clandestine 
Services. 

3. Although the expansion has been approved and the numbers 
of trainees agreed on, there are at least five important questions 
which have not been settled: 

a. Requirement:! of each Deputy Directorate have not 
been pinned down. The Office of Training and the Office of 
Personnel have not 'beer, given information on the numbers and 
kinds of operations officers, analysts, finance officers, 
area specialists, eelrjstists, economists and others 
required for each Deputy Directorate, so that recruiting 
requirements ean be organised. 3am people have questioned 
the validity of using an expensive program of this kind to 
supply people for some of these jobs. 

b. The >iuftliiiaatlons to be sought in trainees have 
not been spelled out. For example, a trainee who will enter 
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the Office of Finance should have a different educational 

background, interest a and aptitudes than a trainee scheduled 

for the Office of Current Be search or the 2 5X1 A 

Division. The Director of Training feels strongly that 

present JOT standards should be maintained regardless of 

the end use of a trainee. 

c. The training to be given needs more discussion. It 
is probably desirable that all trainees have some common 
denominator training, but not necessary that all have the 
operations course now given JOTs scheduled for the Clandestine 
Service® . 

d. The source of trainees has not been agreed on. Soma 
people believe that mare trainees should came from CIA 
employees who can meet required standards after the Agency 
has had an opportunity to judge a man on the job. Training 
will probably mean, more to such people. The attrition rate 
of ‘’internal 1 ’ trainees is lower than for ’’external" trainees. 

Others believe it is desirable for most trainees to be 
recruited from outside. A balance is probably the answer. 

But If more are to come from CIA employees, recruitment, 
scheduling and assignment procedures will have to be 
organized to supply qualified new people to the "staging 
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areas" Which will feed trainees to the expanded program. 

e . New Section procedures must he worked out . The 
Office of Personnel and the directorates should have a voice 
in nominatin'; candidate# and making final selections. 

4. In view of the faot that this will he one of the most - 
if not the most - important personnel programs in CIA, we hell eve 
it is necessary to examine carefully the role the Office of 
Personnel should play in it. We believe the trend should he to 
. strengthen the Office of Personnel's role in recruitment selec- 
tion and assignment of trainees. If, as seems likely, a 
significant number of trainees will he from CIA employees, the 
problems of scheduling, recruitment and placement will he such 
that the Office of Personnel ought to have a key role in the 
program. 

It is reeggnended that ; 801 

a. The Deputy Director of Support review the 
respective roles of the Office of Training and the 
Office of Personnel in the Career Officer Trainee 
Program, and insure that the latter has sufficient 
participation in it. 

b. The Deputy Director of Support take such 
addi tional steps a* are necessary to resolve open 
questions of requirements, qualifications, training, 
sources and selection procedures for trainees under 
the new program. 
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5. Wo believe CI-i should adopt and announce a policy of 
recruiting a significant manner of trainees for each class from 


the ranks of CIA employees who can meet necessary standards . 

25X1 A 

27 March I 9 S 3 . Applications for Junior Officer Trainee 
Program, expired on 1 January 1964. It should be updated, 
reissued and given broad distribution, both in the field and 
at Hindquarters. The Agency should use selected positions in 
all directorates ns staging areas for the new program (as has 
been done in RID, the Watch Office and OCR, for example) and 


25X1 A 


recruit accordingly. 

It is recommended that: 


Ho. 


a. CIA adopt and announce a policy of recruiting 
a significant number of trainees for the Career Officer 
Trainee Program from CIA employees Who can meet necessary 


b. HR Applications for Junior Officer Trainee 

Program, vEca^wplred on 1 January 1964, should be 
revised to reflect changes in the progress, and given 
Wide distribution both in the field and at Headquarters. 


c. CIA should us# selected positions in all offices 
as staging areas for the new program, and recruit 
accordingly. 


I 
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who finally enter on duty. One way is to experiment with an 
advertised test - along the lines of that given by the Foreign 
Service. This would have at least three advantages. It would 
attract some people not presently being reached by our recruiting 
machinery. It would require some initiative on the part of these 
taking the test, and would indicate more than casual interest in 
working for CIA. It would wed out those not qualified for 
further consideration. There are possible disadvantages from 
a security point of view, but we consider these no more serious 
than those in our present recruiting procedures. The Office of 
Personnel, the Assessment and Evaluation Staff and the Junior 
Officer Trainee Office have had some preliminary discussions of 
ssach a test, but in our judgement have not given it adequate 
consideration. 

It Is recommended that ; 

ass- ’S ie JP lref:t0r Personnel, in collaboration with the 
AS* Staff, on an experimental basis conduct an advertised 
test for professional applicants along the lines of that 
given for Foreign Service applicants. The test battery 
should be designed by the A&E staff to meet CIA's special 
requirements . 

Although the Office of Security has excellent cost 
data on field investigations, clearance and polygraph examina- 
tions, and the Office of Feraonnel and the Medical Staff have 
pro-rated their processing costs, CIA has never done an overall 
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cost study of its processing of applicants with a view to 
reducing such costs. Present cost data w as prepared for 
budgetary defense purposes. We believe that if heads of 
offices are impressed with present high processing costs, if 
cases in process are more carefully monitored and personnel 
requirements more precise!" defined, important savings could 
result. 

It ia recommended timt : Ifo 

s * Director of Budget, Program Analysis and 
Manpower make a detailed cost study of CIA’s procedures 
for processing new personnel - both staff and "non-staff' " 
with a view to reducing coats where possible. 

b. She Deputy Director for Support at a Senior 
Staff meeting and in other ways, impress on the beads 
of offices the high costs of processing new personnel 
and the need to reduce such costs where passible by 
more careful monitoring of cases in process, and more 
precise definition of requirement#. 
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B. Costs of Attrition 

1. Use Office of Ptejrssatel tells tas ttafe CIA’s attrition 
castpares iVBwrshly other federal ag^Bciea . She Civil 
Service Caaaisaio:: ©twfcliiftlca ta .liiefc this rtata»o( i* b«s»4 *re 
a@fc comdaciag. V% 'aeliB*« Cl \ in toe oasplasent shout its att*:.- 
tiois aw<lt *>*»« net gtwstt awx^h attention to iiM& it costs » i*i iss** 


recourses ml dollars* 

g, pro* Jul, ■ ©iSp* t*trr ag-h Ttetervm-y X&k * CIA lost HUH 
pgroPBssi osal mplogeas* shout the sseso nu s i bsy of* jsrofSiSS 1 'sr*.<.f5 
wfcft aat erafl sd «taty <h* :i tasj the ssae period * a pericid aui in* 
atore new perple ©fteoHI CIA than at any tine since the 
mrly 1950’s* Ae hew set teesi ahl# to set satisfactory s*mn*j?S 
fts» the Office of l%r??6»*fi as to shy CIA km Its pretf'mtioopi 
la etsei- aMhher*. felt interview procedure# are rathe® 
sup erf icial , taud, in *acqr ames* do set Indicate the real reascro 
people tew. is 'the Ji*t six saxth# of 1963* profes- 
simel attrition ass &*> per cent hlcher than other Beputy 


Btwetoratea. 

3. ye awMteafc* thwt direct cost# of hiring and psmemmlm 
oa&t* new stuff ee^d-ayee Os th» Joh t mtaing before 25 X 1 A 

m esp&egee become predict lw adds to these costs *^*hlfititUc • 

&» costs of attrition or© therefore significant aaouch to ns 
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that CIA find out why it loses people and see what, if anything 
can he done to eut such losses. 


It is recommended that: 


No. 


The Director of Personnel, in collaboration with 
tbs heads of offices and Career Services, make a study 
in depth of professional attrition, determine the 
reasons for attrition in each component, and make 
rec owraendat ions for reducing it where possible . 
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E. Use of the Assessment and Evaluation Staff 

1, We believe the facilities of the Assessment and Evaluation 
(A&E) Staff are under-used in CIA's personnel program. There are 
at least five fields which should he explored by the Deputy Director 
of Support and the Chief of the Medical Staff who is responsible 
for the A&E Staff: 

a. The J0& Staff has many ideas for refining screening 
procedures which would weed out people earlier in the process 
who are not qualified for further consideration. These might 
reduce the large numbers of people now being contacted by 
recruiters and processed through various stages of screening, 
and produce substantial savings. 

b. The A&E Staff believes it can provide data of con- 
siderable validity - through assessment and psychological 
interviewing - on how people can he better matched to jobs 
which they can do well, and in which they will not become 
dissatisfied. If this is so, it might be possible to 
reduce high professional and other attrition, as well as 
result in more productive use of people. 

c. The -U Staff has a contribution to make in 
improving fitness report forma and procedures. 
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d. Employe* morale and attitude surveys are conducted 
by many organizations. More attention to this subject was 
recommended by the Inspector General in 1961. The AS® Staff 


has a contribution to make in this field. 

e. A representative of the ME Staff believes that 
aptitude and intelligence tests given applicants by CIA 
should be reviewed to see if they are as valid for negroes 
as they are for whites. There are some indications that 
they may do an injustice -to negroes. Other ways of 
evaluating negroes should be explored. 

It is recommended that : Nb.^ 

The Deputy Director of Support request specific 
proposals from the Chief, Medical Staff as to how the 
A&E Staff might make a greater contribution to CIA's 
personnel program, to include more efficient screening 
procedures, better matching of people and Jobs, reducing 
professional attrition, improving fitness report 
procedures, morale and attitude surveys, and testing 
of negro applicant®. 


t _ 
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